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 Abstract - Partnering has been formally introduced in the 
Malaysian construction industry since the year 2009 as a 
measure to cure the industry’s many diseases. Although the 
Public Private Partnership Unit (3PU) and the Construction 
Industry Development Board (CIDB) Malaysia has proposed 
their own models for partnering, these models do not 
address the need for similarity in organizational cultures 
among partnering organizations to ensure partnering 
success as suggested by several studies. In response to this 
challenge, and consistent with the requirements of the 
construction industry to perform better in terms of 
innovation and productivity, this paper aims to propose a 
framework for enabling the partnering process which meets 
the needs of different organizational culture within the 
Malaysian construction industry. The framework is based on 
the findings from a recent postgraduate study on the 
engagement of Malaysian construction firms in partnering 
practices. The findings concluded that although the 
government has made the effort in introducing partnering, 
the industry has not fully embraced this method due to 
dissimilarities in organizational culture among firms 
involved and several partnering enablers are yet to be 
present in the industry. 
Keywords - Partnering, Organizational culture, 
Consultant engineers,  Malaysian construction industry. 
I.  INTRODUCTION 
 Partnering has been cited as a method to avoid 
unpleasant relationships with another firm, and has been 
identified to remedy the negative attitude of construction 
participants from confrontational to cooperative [1,2]. The 
construction industry in Malaysia also suffers from the 
adverse relationships among the parties involved due to 
the fact that often, each of the construction process is 
executed by different parties. With the execution of mega 
projects in Malaysia, the Government has encouraged the 
implementation of Public Private Partnerships (PPP) in 
these projects, which also imposes an urgent need for a 
relationship-based approach in procurement in 
substitution to the traditional method [3]. However, 
partnering is still in its infancy in the Malaysian 
construction industry, and the industry stakeholders have 
been urged to use this opportunity to ensure that 
partnering is implemented the best possible way, as well 
as taking in consideration the risks and other issues which 
may come associated with the implementation of 
partnering.  
A study conducted by [4] on the performance of 
partnering projects in Malaysia has revealed that although 
the partnering practice is new to Malaysia and has not 
been widely practiced, the performance of these pioneer 
projects were satisfactory. Therefore, to ensure 
continuous improvement and development of the 
partnering concept and to enable all parties involved to 
benefit from the concept, the Malaysian stakeholders must 
ensure that construction partnering projects are carefully 
planned, monitored and implemented. Among other issues 
pertaining to the implementation of PPP in Malaysia is 
the understanding of risks undertaking by the parties 
involved. The most critical risks in Malaysian partnering 
exist in the financial aspects of partnering, government 
policies, economic conditions and project relationships 
[5]. It is crucial that these risks are understood clearly by 
all parties involved in the partnering venture to ensure 
smooth application of partnering concepts. 
 The aforementioned study concluded the partnering 
concept did work in the project and the partners aren't 
involving failing to meet their mission as agreed [5]. The 
weaknesses of the application of partnering for the case 
study are shown in Table 1 below. 
TABLE I 
WEAKNESSES AND SPECIFIC PROBLEMS IN THE 
APPLICATION OF PARTNERING [5] 
Type of weakness Specific problems 
Human factor Attitude of partners, lack of communication and 
problem solving skills, cooperation issues 
among partners, lack of understanding of the 
concept and knowledge of partnering. 
Partnering tools Failure in effective application of partnering 
tools recommended by the PWD such as; 
• Performance objectives evaluation system
• Project performance records 
• The Six-Step Problem Solving Method 
• Issues Escalation Proforma
The overall process 
of partnering 
Insufficient number of partnering champion 
meetings conducted (misinterpreting the ‘if 
necessary’ clause in the partnering contract), 
lack of follow-up (intermediate) partnering 
workshop, minimal efforts to maintain the 
partnering spirit throughout the project life-
cycle. 
 More recently, [6] studied the institutionalization of 
partnering with project management for the successful 
project delivery in the Malaysian construction industry. 
The case study reveals that the practitioners could not 
relate the objective for partnering implementation as 
instructed by the Public Works Department (PWD). The 
partnering concept also was not implemented throughout 
the entire lifecycle of the project, contrary to the 
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partnering charter signed at the onset of the project. To 
some extent, the partnering concept did solve issues with 
regard to meeting the end user requirement of the project, 
and improve relationships, but the significant outcome 
noted by the participants in the case study was the delay 
in completion of the project. The issue of the human 
factor is not an entirely new issue in implementing 
partners in Malaysia. A previous study by [7] noted how 
personal attitudes become a barrier in executing 
partnering practices. Partnering requires an adjustment in 
thinking and delivery of projects. Based on the findings, 
the study also asserted that the construction industry is in 
such fragmented manner due to the traditional 
construction delivery system, and the practitioner’s 
unwillingness to accept changes; which results in the long 
time taken to develop an appropriate culture within the 
industry for implementing partnering with success [7]. In 
order for benefits of partnering to be fully realized, 
including the increased innovativeness and improved 
relationships in the industry; traditional processes and 
attitudes will have to be replaced with a new culture 
focusing on the primary objectives and the significance of 
the project to clients.  
 
II.  EXISTING PROCESS MODEL FOR PARTNERING 
IN THE MALAYSIAN CONSTRUCTION INDUSTRY 
 
 The Malaysian 10-year Construction Industry Master 
Plan [8] has also identified and recommended partnering 
as an approach to integrate the construction industry 
supply chain, improve client-customer relationship and 
enhance levels of productivity and quality of construction 
project implementation. This recommendation has shown 
to be supported by the Malaysian government with the 
announcement of the 9th Malaysian Plan by the previous 
Malaysian Prime Minister, Tun Abdullah Ahmad Badawi. 
It was unveiled that a substantial amount of RM15 billion 
was allocated for construction projects open to tender [9]. 
Preferences were given to projects structured in the 
partnering delivery methods, such as private finance 
initiatives (PFI) or public private partnerships (PPP) [10] 
This announcement reflects the government’s initiative to 
implement partnering in construction projects, seeing that 
PFI is a subset of PPP as understood in Malaysia [11].  
 
 The PPP/PFI approach was introduced in Malaysia by 
the government as an alternative method of procurement 
for the public sector in relation to the development and 
maintenance of infrastructure and facilities. This method 
is geared at utilizing the innovativeness and efficiency in 
private sector management within public projects. 
Through PPP/PFI methods, the government is taking 
initial steps in ensuring efficient management of its assets 
based on value for money approach towards the 
government spending. Therefore, in 2009 the Public 
Private Partnership Unit (3PU) was established as a body 
to provide guidance and support for all partnering efforts 
in the Malaysian construction industry. Among the roles 
of 3PU is to create awareness and provide knowledge 
about partnering to the industry, as well as monitoring the 
partnering efforts. The following Table 2 depicts the 
difference between conventional, PPP and privatization, 
as found in PPP guideline, released by 3PU. 
 
TABLE 2 
DIFFERENCES BETWEEN CONVENTIONAL, PPP AND 
PRIVATIZATION METHODS OF PROCUREMENT [12] 
Conventional PPP Privatization 
Funding via direct 
public budget 





Funding via private 
financial resources 
without implicit or 
explicit public sector 
guarantee 
Immediate impact on 
public sector financial 
position 
Impact on public 
budget spreads over 
the duration of the 
concession  
No impact on the 
level of public sector 
expenditure  
Risks are entirely 
borne by the public 
sector 
Risks are allocated 
to parties which can 
manage them more 
efficiently 
Risks are entirely 
borne by the private 
sector  
Extensive public 
sector involvement at 





of pre-agreed KPIs 
Government acts as a 
regulator  









Applicable for projects 
with high 
socioeconomic returns 





commercial viability  
Applicable for 
projects with high 
commercial viability  
 
 The role of 3PU in dispersing information among the 
players in the construction industry is critical if to ensure 
that the entire industry is aware of partnering methods, so 
that once it is fully implemented the entire industry, 
regardless of large enterprises or SMEs, will be able to 
reap its benefits. If partnering is said to be the antidote to 
the many diseases in the construction industry, its 
knowledge should be made available and known to every 
single entity in the industry. SMEs will be able to survive 
in the industry, through partnering efforts with much 
experienced large corporations and support from 3PU. 
Therefore, there is a need to identify the level of 
awareness for partnering among SMEs, as they are the 
majority in the Malaysian construction industry [11]. 
 
3PU Model of Public Private Partnerships 
 
     3PU has also included a generic model of PPP as a 
reference for Malaysian construction firms. The model 
indicates the role of clients, the role of Special Purpose 
Vehicle (SPV) and financing for PPP projects. In terms of 
financing, the model has included the possible financing 
options for PPP projects such as creditors, construction 
investors, facility management investors and other 
investors. This model is developed to ensure the 
commitment from those involved, and also for ensuring 
better control, management and supervision of projects. 
The Malaysia PPP model is shown in Figure 1 below. 




Figure 1: The Malaysian PPP Model [12] 
 
 With a such model and guidance present in the 
Malaysian construction industry, it would be interesting to 
know if the industry is aware of partnering and adapting 
to change towards it 5 years after the 3PU was 
established. This will indicate the effectiveness of the 
3PU and what other peripherals are needed to ensure that 
this agency can carry out its role as partnering expert, and 
whether there are other factors unique to the Malaysian 
construction industry that should be taken into 
consideration in the PPP model. It should also be noted 
that the PPP model views partnering from a generic point 
of view for the operational aspect of partnering, rather 
than targeting specific areas within the partnering 
relationship to improve the chance of partnering success. 
 
CIDB Malaysia 8 Pillars of Partnering 
 
   Malaysia has also proposed their generic model for 
partnering [3] inspired by Bennett and Jayes (1998) 7 
Pillars of Partnering model. Specifically, this model 
covers the following aspects; strategy, membership, 
equity, integration, benchmarks, project processes, 
feedback and maintenance & improvement. These eight 
pillars can be further described as follows:  
• Strategy: the point in the process where long-term 
objectives of the initiative are set. 
• Membership: selection of the right partners is 
fundamental. It is important that all key members of 
the partnership are brought together as early as 
possible. 
• Equity: for cooperation, rather than opportunism 
and conflict to prevail, the agreement must be fair to 
its members from the outset. 
• Integration: for enhancing the efficiency or 
effectiveness of the partnering venture, integration 
between partner firms and organizations (which are 
separate entities) must be attempted. 
• Benchmarks: performance measurement and 
comparison are fundamental in maintaining the 
health of the initiative and for improving it. 
• Project Processes: the development of standard, 
integrated processes. 
• Feedback: it is essential to communicate all of the 
above to all member organization as at all levels of 
their operation. 
• Maintenance and improvement: Incorporating the 
learning acquired from experience as the strategic 
partnering increases in maturity. 
 
The CIDB model for partnering can be seen in Figure 2 
below: 
 
Figure 2: The CIDB Malaysia 8 Pillars of Partnering Model [3] 
 
     Besides proposing the above model to guide the 
process of partnering, CIDB Malaysia also suggested the 
following tools to facilitate partnering. These tools 
include; project bank account, project insurance and 
partnering facilitators. With several plans comprising of 
the Partnering Roadmap and overview studies on 
partnering in several countries (UK, Hong Kong and 
Australia), CIDB Malaysia is hoping to take on the role of 
being the partnering champion at the policy level [3]. It 
should be noted that the CIDB model for partnering is 
based on a study conducted in the UK and for 
implementing this model in Malaysia, there must be some 
adjustment to be made based on the cultural and 
socioeconomic conditions unique to Malaysia [13]. 
Therefore, there is a need to develop a strategic approach 
which takes into consideration of the specific conditions 
of the Malaysian construction industry to ensure the 
relevance of the methods proposed. 
 
III.  THE LINK BETWEEN ORGANIZATIONAL 
CULTURE AND PARTNERING  
 
Within the construction industry itself, culture is 
considered to be about the characteristics of the industry, 
approaches to construction, competence of craftsmen and 
people who work in the industry and the strategies, goals 
and values of the organizations within which they work 
[14]. A culture emerges from basic tacit assumptions 
about how the world operates and what a group of people 
share that determines their perceptions, feelings and 
behaviour. There are a number of factors that influence 
the culture within the construction industry. It was 
identified that these factors as adversarial attitudes in 
contractual claims, culture in procurement, national 
culture, ethics and culture, cultural change, knowledge 
transfer, professional cultures and corporate culture [15]. 




All of these factors shape the overall culture of the 
construction industry. 
 There have been attempts by previous studies [14, 16, 
17] to identify the construct of organizational culture 
within the construction industry. These studies have come 
up with their own findings for the various dimensions 
present within the construction industry setting. In order 
to fully dissect the contribution of organizational culture 
towards partnering success, the dimensions of 
organizational culture in the construction industry setting 
should be identified. The aforementioned postgraduate 
study has tested the dimensions of organizational culture 
in the Malaysian construction industry and identified the 
type of culture within each dimension, to determine if 
these culture profiles are beneficial in aiding partnering 
success. The following Table 3 shows the dimensions of 
organizational culture in the construction industry as 
found in previous studies. 
 
  TABLE 3 
PAST RESEARCH FINDINGS ON ORGANIZATIONAL CULTURE 




Tsui et al 
(2002) 
Ankrah et al 
(2009) 
Cheung et al 
(2011) 
Client orientation X X X 
Workforce orientation X X X 
Leadership / 
management 
X X X 
Outcome / performance 
orientation 
X X X 
Reward orientation   X 
Innovation  X  X 
Teamwork   X X 
 The framework developed in this paper is based on 
the dimensions found by [17] considering it is the recent 
findings, hence the high probability of relevance to the 
current context of organizational culture within a 
construction industry setting. Therefore, the outcome of 
this paper in the form of a framework for aligning 
organizational cultures among partnering firms will 
provide a significant contribution to knowledge in 
general, and assist the construction authorities in their 
efforts to promote partnering in the Malaysian 
construction industry. 
 
IV.  METHODS 
 
The findings presented in this paper were derived from a 
convergent parallel mixed methods design where both 
qualitative and quantitative data were collected during the 
same phase of data collection [18]. The two sets of results 
obtained in the convergent parallel mixed design will be 
merged together to form an overall interpretation of the 
findings. This design is chosen due to its advantages in 
fulfilling the need to collect both types of data 
simultaneously due to the researcher’s limitations in time 
frame, as well as placing equal value for both types of 
data in understanding the research problem [19]. In the 
convergent design, there are 3 variations; parallel-
database, data-transformation and data validation [18]. In 
examining the constructs of the actual phenomenon with 
regard to partnering with Malaysian construction industry, 
the parallel-database approach is used in this study for 
structuring the convergent mixed methods design that 
could be reflected by the use of both qualitative data from 
the private SME consultant firms and quantitative data 
from the construction practitioners.  
The qualitative methods used in this study are in the 
form of semi structured interviews, involving 14 
practitioners from consultant engineering design firms in 
Malaysia, selected through the means of purposive 
sampling. The number of interviews conducted was 
adequate for arriving at generalization and achieving 
saturation in qualitative data, which satisfies the 
requirements of generalization of  qualitative data in the 
range of 6-8 interviews [20], and another suggestion 
stating the range of 10-15 interviews [21]. Semi structured 
interviews are chosen as the main method of inquiry due 
to the advantages in delving into intangible themes from 
the literature, thus enabling the authors to further analyze 
the data and allow for contextualization in real situations. 
Besides, exploring the views of the participants in regards 
to partnering and organizational culture, the fieldwork had 
also indirectly seeks to determine the impact of partnering 
for innovation. Consulting engineering firms are viewed 
to be in a pivotal position in introducing innovations to 
improve performance in partnering projects, based on the 
findings from [22, 23, 24] which implied the potential of 
designers and consultants in promoting new methods in 
construction projects. 
On the other hand, the quantitative methods applied 
in the form of questionnaire survey involving 100 
respondents in the Malaysian construction industry 
selected through snowball sampling aimed at capturing 
the generic opinions for the study. The questionnaire has 
been chosen as the most appropriate quantitative method 
for this research, to complement the interview data. The 
two independent databases of results were then compared 
and integrated at the discussion stage of the study to guide 
the formulation of the framework for effective partnering 
through aligning organizational cultures in the Malaysian 
construction industry. 
 
V.  FINDINGS 
 
In general, the data were both complimentary and in 
support of both techniques.The findings identified during 
the collection has revealed that several of partnering 
enablers initially identified in [25] are yet to be developed 
in the Malaysian construction industry. It can be seen that 
there is a consensus among both data in regards to the 
missing enabling factor of partnering within the 
Malaysian construction industry. The comparison of the 
findings of absent enabling factors for partnering from 
both data collection methods is summarized in Table 4 
below. 
Both qualitative and quantitative findings also 
reflected the importance of organizational culture in 
significantly improving the output from the collaboration 




of partnering firms. The respondents believed that 
organizational culture will help in increasing productivity 
within firms, which in turn will result in the firm’s 
effectiveness in their projects. However, it should also be 
mentioned that some participants believed that partnering 
success does not rely on cultural similarities, but rather 
the professionalism and mutual understanding of 
partnering goals among firms involved. In parallel to this 
belief, is the importance of having the right people with 
the right attitude within an organization to fully develop 
an effective partnering relationship.  
 
  TABLE 4 
ENABLING FACTORS FOR PARTNERING WHICH ARE STILL 















In evaluating the suitability of existing cultures in 
enabling partnering, it was evident that some dimensions 
were already suitable for partnering. These dimensions 
are client orientation, performance orientation and 
leadership/management dimensions enable the 
organizations the flexibility in their internal processes and 
activities. Keeping in mind that partnering requires 
flexibility in some of its enabling factors such as 
communication, procurement, cultural adaptation and also 
the desire for developing commitments and trust with 
external parties, it is crucial the dimensions of 
organizational culture are allowed for flexibility and 
variation in focus. Ideally, the teamwork and workforce 
orientation dimensions should be given higher freedom to 
encourage the engagement in partnering practices, to 
enable the practitioners involved to manage their activities 
in achieving mutual objectives with partner firms. This 
particular finding can assist the industry practitioners in 
re-shaping current organizational cultures into the ideal 
culture most appropriate for partnering. The results also 
indicate that the innovation dimension are still bound by 
bureaucracy and hierarchical norms. Bureaucracy stifles 
innovation and creativity, which could be the reason why 
the Malaysian construction industry is suffering from the 
problem of the lack in innovations. Partnering practices 
and a change of culture will assist to improve innovations 
in the industry, but it requires a higher degree of 
flexibility and the influence of external factors of demand 
and market trends. Therefore, the current culture for 
innovation dimension should be reviewed; and 
adjustments must be made so that the culture of 
innovation is more liberty in nature. Consequently, 
innovative activities within the industry can then be 
encouraged by imposing less rigid procedures to allow for 
creativity and knowledge sharing among firms. 
 
 
VI.  FINDINGS 
 
This framework places organizational culture in 
center stage towards establishing effective partnering in 
Malaysia, to reduce the gap within current partnering 
knowledge in linking partnering and organizational 
culture, as well as suggesting an innovation in the usual 
partnering process. By taking into consideration of the 
partnering enablers, and identifying the type of 
organizational culture according to the industry-specific 
dimensions, the appropriate culture for partnering could 
be developed by ensuring that the cultural dimensions for 
partnering firms are comprised of culture types which are 
more flexible and offer a higher degree of liberty in 
nature. Accordingly, this framework is developed within 
the Malaysian context. The framework developed in this 
research is as shown in the following Figure 3. 
 
Figure 3: Framework for effective partnering through aligning 
organizational cultures in Malaysian construction industry (Nifa, 2013) 
 
The framework in Figure 3 above views organizations 
entering a partnering relationship bounded by their own 
culture and unique practices to form a partnering alliance. 
The central element of this framework is a decision point 
with regards to aligning the culture of these organizations. 
There could be two possible outcomes from this decision 
point in this framework. The first is that the cultures of 
these organizations are dissimilar hence requiring further 
evaluation of their culture in their organizations 
specifically in areas of teamwork orientation, workforce 
orientation and innovation, which will require a higher 
degree of flexibility prior to progressing to the next point 
of the partnering relationship. The second possible 
outcome is that the organizations already have similar 
culture which have prepared them to collectively develop 
the key enablers to partnering; commitment, policies, 
tools and trust. The development of these key enablers 
requires the partnering alliance to be open with each 
other, as well as establishing several regulations within 
the alliance. Some of these enablers are mutually 
inclusive, and the presence of one will affect another. It 
was determined that improvements in Policies regarding 
partnering will increase the use of partnering Tools, 
encourage Trust building among organizations, and 
application of appropriate Procurement methods. There 
are also strong correlations between culture, tools and 




commitment; indicating the presence of appropriate 
Culture will increase the applications of partnering Tools 
as well as enhance the Commitment level among the 
construction team members. 
Once the first set of the key enablers is present, the 
partnering alliance shall next aim to strengthen the key 
enablers which are already present in the Malaysian 
context; collaboration and cooperation, communication, 
and procurement. This could be done by enforcing 
measures in maintaining the partnering spirit, open and 
timely communication and keeping abreast with current 
methods of relational contracting. With all the enablers in 
place, and the organizational culture governing the 
behaviour and action of the alliance, effective partnering 
can then be achieved.   
In line with the aim for partnering in achieving 
business sustainability, once effective partnering is 
achieved, the ideal organizational culture which 
contributes to this will be taken on board and 
implemented in subsequent partnering projects, which is 
signified by the red dashed arrow loop in the framework. 
The loop feature in this framework is important to show 
that organizational culture is dynamic in nature as it deals 
with the ever changing human behaviour and actions, 
which previous experience will shape future expectations. 
It is believed that with continuous improvements in 
organizational culture, and the presence of the key 
enablers in the organizations effective partnering can be 
achieved. 
VII.  CONCLUSION 
 
In entirety, it can be concluded that organizational culture 
plays a dominant role in empowering successful 
partnering in Malaysia and this paper has added to the 
body of knowledge in bridging these two concepts. The 
proposed framework is beneficial to the current Malaysian 
construction industry, which is lacking in strategic 
approaches developed from empirical findings. Although 
this framework is developed based on the Malaysian 
context, it can be applied to other developing countries 
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